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ABSTRACT 

The report on the implications of social changes in 
the United States for vocational education personnel contains five 
recommendations aimed at helping vocational education personnel at 
all educational and administrative levels in the various States to 
better maintain, enhance, and adjust their services to target 
populations within the changing social environment. The rationale for 
the recommendations rests on the analysis of the present-day United 
States as a post-industrial society, one characterized by its open 
social system, its sophisticated information systems, its large 
interrelated institutions and organizations, and its large number of 
white collar workers. While social changes occur rapidly in 
post-industrial society, cultural and organizational changes do not 
keep pace. Although such lagging behind the times does not 
characterize vocational education, vocational educators must be aware 
of the need for openness in order to develop a capacity to interact 
with the environment bearing on the system of vocational education, 
and must welcome the opportunity for such interaction. Like Janus of 
Roman mythology, they must look in all directions in order to 
effectively interact with the environment. Vocational educators, 
especially at the administrative level, must provide management 
leadership expertise so that challenges to education can be more 
adequately addressed. (JR) 
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JANUS 



The name Janus was chosen to symbolize the major recommen- 
dations ADVANCED IN THIS REPORT. jANUS WAS AN ANCIENT 
ROMAN GOD OF GATES AND BEGINNINGS WHO COULD SEE, SIMULTA- 
NEOUSLY, IN OPPOSITE DIRECTIONS. ACCORDINGLY, VOCATIONAL 
EDUCATORS ARE ENCOURAGED TO LOOK IN ALL DIRECTIONS IN 
ORDER TO MORE EFFECTIVELY INTERFACE WITH THE VARIOUS 
EXTERNAL MECHANISMS ESTABLISHED BY LEGISLATION OR POLICY 
WHICH AFFECT THE DELIVERY SYSTEM OF VOCATIONAL EDUCATION 
IN THE SEVERAL STATES. THE ABILITY OF VOCATIONAL 
EDUCATORS TO SEE SIMULTANEOUSLY BOTH THE SYSTEM AND ITS 
ENVIRONMENT AND INTERACT WITH BOTH TO INFLUENCE THE 
DELIVERY OF VOCATIONAL EDUCATION IS CALLFID INTERFACE. 
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THE CHALLENGE 



How MAY VOCATIONAL EDUCATION PERSONNEL APPROPRIATELY 
INTERFACE WITH THE SEVERAL MECHANISMS WHICH HAVE BEEN 

or may be created by legislation or policy in order to 
maximize their effectiveness in facilitating the delivery 
of vocational education? that is, what new roles should 
be in the offing for vocational educators? 

This Report* provides recommendations on and analysis of 

THIS challenge. 



♦Initially prepared June 19, 1973 
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INTRODUCTION 

The Janus Report was initiated and directed by Richard 
Nelson, Chief of the Program Operations of the State 
Department of California's Vocational Education Support 
Unit. Ralph Bregman and Chris Chialtas, Vocational Educa- 
tion Management interns, from the University of California 
AT Los Angeles, in 1973, for the Unit, were assigned the 

TASKS OF (A) EXAMINING THE SEVERAL "MECHANISMS," I.E.. 
ADVISORY COMMITTEES, COMMISSIONS, BOARDS, AND OTHER GROUPS 
WHICH HAD OSTENSIBLY BEEN ESTABLISHED AS PART OF THE 
DELIVERY SYSTEM FOR VOCATIONAL EDUCATION MANPOWER TRAINING, 
AND (B) MAKING RECOMMENDATIONS WITH REGARD TO THE APPRO- 
PRIATE POSTURES OF VOCATIONAL PERSONNEL IN INTERACTING WITH 

SUCH "mechanisms." 

In order to determine the scope of the study, RELEVANT 
LITERATURE WAS ANALYZED AND INTERVIEWS WERE CONDUCTED. AS 
A RESULT OF THESE ACTIVITIES A LIST WAS PREPARED OF EXISTING 
AND PROPOSED MECHANISMS AT VARIOUS LEVELS OF GOVERNMENT AND 
EDUCATION THAT APPEARED TO HAVE A DIRECT OR INDIRECT BEARING 
ON VOCATIONAL EDUCATION IN CALIFORNIA (BUT GENERALI ZABLE 
TO OTHER STATES). EACH MECHANISM WAS THEN EXAMINED THROUGH 
INTERVIEWS AND REVIEW OF THE APPROPRIATE LEGISLATION, RULES 
AND REGULATIONS, POLICY STATEMENTS, EDUCATION CODES, AND 
ADMINISTRATIVE CODES TO BETTER UNDERSTAND THE DESIGN AND 
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PURPOSE OF THE MECHANISMS. THIS EXAMINATION OF THE MECHA- 

nisms provided sufficient insights for the preparation of 
recommendations. 

The major recommendations of this Report were independ- 
ently VALIDATED DURING A PROBLEM-SOLVING ACTIVITY INVOLVING 
A GROUP OF GRADUATE STUDENTS, TEACHERS AND ADMINISTRATORS 
OF VOCATIONAL EDUCATION. 



RECOMMENDATIONS REGARDING 
ROLES AND ACTIVITIES OF VOCATIONAL 
EDUCATION PERSONNEL 

The recommendations listed below resulted from an 
examination of the nature and purposes of advisory groups, 
panelt. boards. and other such mechanisms which «=urport to 
help deliver vocational education or manpower training to 
its various publics. a simple inventory and classification 
of mechanisms was not sufficient to bring their signifi- 
cance to the attention of vocational personnel, hence. the 
recommendations. 

These recommendations reflect both the study of the 
various relevant mechanisms as well as the educational, 
governmental. and societal trends that gave rise to the 
mechanism(s ) . the recommendations are aimed at helping 
vocational education personnel in a state to better main- 
tain, enhance. and adjust their services to target 
populations within the changing environment. the reader 
will note that extra space has been left within the 
headings of most of the major recommendations to suggest 
that those given are not all-inclusive and could be 
expanded. 
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RECOMMENDATIONS 

I. Personnel in vocational education should establish 

AND maintain EFFECTIVE INTERFACE WITH RELEVANT 
MECHANISMS — I.E, , COUNCILS, BOARDS, COMMITTEES, 
PROFESSIONAL ASSOCIATIONS, AND OTHER ARRANGEMENTS 
WHICH COULD OR SHOULD AFFECT THE DELIVERY SYSTEM OF 
VOCATIONAL EDUCATION AT ALL LEVELS OF EDUCATION. 

II. Decisions will have to be made regarding appropriate 
modes of interfacing with present and proposed 
mechanisms at all levels that purport to deal with 
vocational and manpower education. further, state 
staff or surrogates should be assigned iq and qs± 
these mechanisms. examples! 

• If community-based organizations become 

the turnkey for both manpower and vocational 
funds, then vocational education personnel 
should maintain membership as well as seek 
high level positions in these organizations. 

• vocational personnel should become represent- 
atives iq local, state, and national 
professional organizations; maintain member- 
ship, and seek high level positions hi them 
whenever such organizations are actively 
engaged in legislative activities. 



III. Descriptions of suggested roles of state vocational 

EDUCATION PERSONNEL IN RELATION TO THE MECHANISMS ARE 
AS FOLLOWS I 

A* The Vocational Education Unit of the State 

Department of Education must continue to support, 

EXPAND, and refine A MANAGEMENT INFORMATION 
SYSTEM REGARDING LEGISLATION AND POLICY AFFECTING 
VOCATIONAL EDUCATION. IMPLICATIONS! 

t Clearinghouse activities must be looked upon 
as long term. 

• Money and staff will be needed. 

B. The role of the chief administrator of the 
vocational education unit in the State should 
include the following duties t 

• Hold regular and special meetings to discuss 
and resolve issues relevant to the appropriate 
interaction with mechanisms. 

• Help develop and continually refine the 
specific roles of vocational education 
personnel as they interface with each of 
the various kinds of mechanisms. 

• Make critical decisions on issues (raised in 

THIS REPORT) WHOSE SOLUTIONS HAVE NOT BEE;x 
PREDETERMINED BY POLICY. 

7 
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t Determine if personnel other than those in the 
Vocational Education Unit can appropriately 
serve as surrogates in providing liaison with 
some mechanisms. 

§ Evaluate performance of present mechanisms 
(i.e., advisory council'^) under the juris- 
diction of the chi minlstrator of 
vocational education. 

§ 

A POSITION OF Information Coordinator should be 

ESTABLISHED AND SHOULD INCLUDE THE FOLLOWING 
DUTIES J 

§ Maintain a resource file of information on 
present and proposed legislation, issued/ 
proposed policy, and newspaper reports; and 
disseminate same to vocational education 
representatives and to mechanisms when 
appropriate. 

• design report formats and a system within 
which information on the activities of each 
kind of mechanism are to flow. 

§ Request, receive, and review information to 
fill any gaps in reporting. 

• Prepare and disseminate summary reports. 
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• Utilize muli-media approaches for dissemi- 
nation OF INFORMATION TO APPROPRIATE 

audiences. 

• Prepare and disseminate information about 
various mechanisms on a systematic basis to 
appropriate audiences. 

• Maintain a "hot line" to vocational personnel 

AND TO others ON MECHANISMS FOR PURPOSES OF 
MEASURED YET IMMEDIATE ACTION. 
f HELP INITIATE, ORGANIZE, AND PRESENT WORK- 
SHOPS ON THE THEORY AND PRACTICE OF VOCATIONAL 
EDUCATION — MANPOWER TRAINING. 

• 

D. The roles of State vocational education represent- 
atives TO AND ON MECHANISMS MAY INCLUDE THE 

following leadership activities wherever 
appropriate: 

• Seek and maintain high level positions within 

A mechanism, I.E*, become chairmen OF THE 

mechanism, sub-committee or task group. 

• Seek positions on agenda regularly for both 
information giving/receiving and eliciting 
action of mechanism on behalf of the popula- 
tions served by vocational education. 
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• Provide information to eoucate members of the 
mechanism about the merits ano needs of voca- 
tional eoucation* 

t Provide information to educate members of the 
mechanism about the interests ano needs of 
(a) the broader community (when dealing with 
a local mechanism), or (b) the local community 
(when dealing with mechanisms at higher levels) 

§ Serve as an advocate for policies and proce- 
dures THAT WILL BEST SERVE PEOPLE — I.E., 
STUDENTS AND PROSPECTIVE STUDENTS OF ALL AGES. 

t Record for and report to the Information Codrdi 
nator by using media most appropriate to the 
urgency of the message. 

• Vote in accordance with vocational education 
policy, or use best judgment when policy is 
not available, to give operational direction 
to mechanism. 

• Recruit resource persons to serve as members/ 

CONSULTANTS FDR MECHANISM. 

f Participate in the processes by which elective 

AND appointive OFFICIALS, WHO BEAR ON THE 
ACTIVITIES OF THE MECHANISM, ARE PLACED INTO 
OFFICE. 

§ COMMUNICATE NEEDS OF LOCAL CLIENTS TO, AND SEEK 
RESOLUTION OF THESE NEEDS BY, STATE OFFICE. 
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• Maintain contact with national and regional 
resource personnel. 

• Provide the chief administrator, in accordance 
with established communication procedures, 
with pertinent regular and special reports 
and briefs of problems surfacing from the 
activities of the mechanism, 

IV, The Vocational Unit of the State Department of Educa- 
tion SHOULD INITIATE AND CONDUCT WORKSHOPS FOR EACH 

mechanism and for lea personnel, as well as for the 
community, on manpower and education special revenue 
sharing, manpower planning, and other emergent, 
relevant arrangements. implications! 

• Money and personnel must be allotted to this 
recommendation. 

• lea vocational education personnel will be 
expected to become involved as local change 

AGENTS. 

• Expertise of personnel in the various mecha- 
nisms SHOULD BE UTILIZED AS RESOURCES AND/OR 
AS SURROGATES TO THE WORKSHOPS WHERE THIS IS 

APPROPRIATE, For example. State Advisory 
Council personnel could be included in plan- 
ning AND/OR CONDUCTING SUCH WORKSHOPS, 
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• Programs to train manpower planners for state 
and local governments and agencies should be 
energetically promoted. 

The TRANSACTION OF INTERFACING ACCORDING TO THIS 

Report, necessitates a dual role for key state and 
county vocational education personnel. this role 
must include two vital and global functions: 
management of in-house activities including that of 
maintaining a viable information system, as well as 
acting as agent for change of, and through, 
mechanisms. implications i 

• Role definition for personnel (job description 
and program of work) should be stated in 
management by objective terms. 

• Role definition should include change agent 
activities. 

• Personnel must participate in management 
development (mo) workshops and seminars before 
they can effectively engage in the activities 
of mechanisms. 



17 



PERSPECTIVE AND RATIONALE FOR RECOMMENDATIONS 

mechanisms are now proliferating which are increas- 
ingly affecting the several interrelated systems of govern- 
ment, education, vocational education. and manpower training. 
These mechanisms include advisory councils, commissions, 
boards. committees. panels. and the like (some of those 
STUDIED IN California are summarized in Appendix A). 
Ostensibly they have evolved to help the national system 
in delivering resources and services more efficiently and 
effectively to appropriate populations.^ paralleling the 
growth of these mechanisms. there has been the evolution 

AND REFINEMENT OF CERTAIN CONCEPTS — EVALUATION. ACCOUNTA- 
bility, decentralization. ^pen systems, and others. 

Both the mechanisms and the concepts can be viewed as 
natural extensions or. at least. manifestations of shifting 
cultural values which characterize a societal trend evi- 
denced by a movement from an industrial to what has been 

TERMED A POST- I NDUSTRI AL SOCIETY , A POST- I NDUSTRI AL SOCI- 
ety is one which can be briefly characterized as having: 
sophisticated information systems. large interrelated 
institutions and organizations. more people comprising the 
"learning force" than the "working force." and a high 
degree of openness in its institution's, including that of 
EDUCATION. (See Appendix B for definitions of terms used 
IN THIS Report). 

13 



OPENNESS OF SOCIAL SYSTEMS 

All systems, including social ones, can be described 
in terms of their position in a continuum of closedness-to- 
OPENNESS. In each case, inputs of resources, such as funds 
and staff, result in an output or production which, in 
turn, becomes a new resource for future output. however, 
the degree to which the processes required for production 
consists of transactions between the system and its envi- 
ronment is the measure of the openness of the system.^ 

By definition, education is a social system wherein 
people come together to obtain appropriate services and 
thereby enhance their human development. state departments 
of education and their vocational units are organizational 
reflections of, or major inputs to, the system of education. 
Therefore they can also be described by their degree of 
openness to the environment. 

Historically, such educational organizations can be 

3 

regarded as relatively open. The current application of 
both mechanisms and concepts — the former including advisory 
committees and planning committees and the latter including 
organizational decentralization, systems analysis, manage- 
ment by objectives, and matrix management — to education 
give indications of a movement which demands a greater 
degree of openness. 

Perhaps a more specific example of such openness would 
BE USEFUL. One legislative input, the Education Amendments 



14 



OF 1972, CAUSED PERSONS CONCERNED WITH VOCATIONAL EDUCATION 

IN California to begin to analyze seriously the proposed 

OPERATIONS OF 1202 POST-SECONDARY COMMISSIONS, AS A 
RESULT OF THIS EXAMINATION, A POSITION (OUTPUT) WAS TAKEN 

BY THE Vocational Education Unit regarding the operation 
and organization of the 1202 committee in the state* this 
output was later reworked into a final position statement. 
The conversion processes of analysis and final synthesis 
were not solely in-house activities, but also involved 
representatives from a variety of organizations who were 
also concerned with the operation of post-secondary 
education. 

SOCIETAL SHIFTS AND SYSTEMIC CHANGE 

In the larger picture, such evidences of openness in 
systems, organizations, and institutions in our society 

HAVE PROMPTED AT LEAST ONE SOCIOLOGIST, ERICH TRIST, TO 
CONCLUDE THAT WE HAVE ALREADY BECOME A POST-INDUSTRIAL 

SOCIETY.^ In addition to those given earlier, the 
following characteristics of such a society are described 
here so that the reader can determine for himself if such 
a societal shift is occurring or has occurred. 

There exists a heavy dependence on information 
generated and possessed by politically influential groups, 
including scientists and various professionals. The 
structure of the economy is characterized as service- 
oriented, with private enterprise taking on multi-national 
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OPERATIONS. From an occupational and educational perspec- 
tive. SUCH A SOCIETY IS CHARACTERIZED AS "WHITE COLLAR," 

as evidenced by large numbers of high school completions 
people taking formal or non-formal classes, and a propen- 
sity to change careers either laterally or vertically, 
Also within the post-industrial society, learning to use 
wisely expanded leisure time becomes a problem while 
concurrently the unemployment of youth, the disadvantaged, 
and other minorities is more permanent and more solidified 
in a sense that these groups have been termed "ecologically 
trapped in poverty." considering the family, the structure 
is rather dispersed with the relationship of members 

GOVERNED BY THEIR USE OF COMMUNICATIVE TECHNOLOGY. INTER- 
GENERATIONAL CONFLICTS ARE EXTREME, AND PEOPLE CONCENTRATE 
MORE ON INVESTING IN THAT SYMBOLIC, MATERIAL GOOD, THE 

HOME. From an environmental context, organizations are 
large, or conglomerate. they are interrelated or 
clustered for comprehensive planning and interaction. 
The megalopolitan urban area expands the limited defini- 
tion OF "community."^ 

If the evidence regarding the here and now of a post- 
industrial SOCIETY IS SUBSTANTIAL, THEN THE POINT MUST BE 
MADE THAT IT BEHOOVES OUR CURRENT INSTITUTIONS TO HELP US 
SEE THAT OUR SOCIAL AND CULTURAL PATTERNS NEED TO BE 

reoriented to accommodate the demands of societal shifts. 
This would suggest that social and cultural patterns. 
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REFLECTED BY OUR INSTITUTIONS AND ORGANIZATIONS, SHOULD 
HAVE THE FOLLOWING CHARACTERISTICS: 



They should be able to anticipate crises, plan 
for the long term, confront conflicts, decentralize 
activities but maintain generalized central control, 
enlarge local governmental units, innovate adminis-- 
trative techniques, collaborate for inter-organi- 
zational relations, link objectives with those of 
other organizations, and regard the resources of 
the organization as the resources of society • 



The key point here is that parallel changes in the 
requisite organizational values and philosophies are not 
occurring at the required pace. there is a mismatch or 
time lag between our present posture as a growing post- 
industrial society, and the lack of commensurate cultural 
and organizational change within particular systems and 
institutions will likely prove to be more of a stumbling 
block to goal attainment in the future. 

Until vocational education recognizes the need for 
commensurate organizational/systemic change, it cannot 
maintain the capability, though it may have the resources, 
to shape and conduct its future more effectively. 
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CHANGE AND VOCATIONAL EDUCATION 

A STUDY OF THE ACCOMPLISHMENTS OF VOCATIONAL EDUCATION 

SINCE THE Smith-Hughes Act of 1917 suggests that the estab- 
lished SYSTEM FOR THE DELIVERY OF OCCUPATIONAL EDUCATION 

has, at least, been relatively stable and productive. the 
structure of the system, including the interrelationships 
of the federal, state, and local units in the delivery of 
dollars and services has held fast. 

Vocational education as we know it is a legislated 
system, the result of the activities of government, which 
itself is a social system. apparently in response to 
societal needs and pressures, legislation has promoted and 
will — by all indications — continue to promote several 
changes in vocational education. these changes have 
included a shift from training for specific jobs to a 
focus on the needs of people, the movement toward inter- 
disciplinary cooperation, and a continuing pressure for 
re-direction of funds and services directly to local 
AREAS. Some observers have viewed these events as evi- 
dences OF REDEFINITION OF THE FEDERALIST ATE-LOCAL RELATION- 
ships by opening up the system. 

Where such legislation and its interpretations, in 
fact, mirror the needs of a changing society and where its 
provisions have been effectively executed, vocational 
education can be said to have been responsive to the 

ENVIRONMENT. THE SYSTEM HAS WORKED RATHER EFFECTIVELY IN 
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USING LEGISLATED MONIES FOR THE EXPANSION AND IMPROVEMENT 

OF SERVICES.^ This cannot be said, however, of the effec- 
tive UTILIZATION OF THE SEVERAL MECHANISMS LEGISLATED ALONG 
WITH THE FUNDS. IN THE BROADER CONDITION, APPROPRIATE 
INTERFACES MUST GENERALLY BE EFFECTED WITH THE VARIOUS 
KINDS OF MECHANISMS, THOSE LEGISLATED AND OTHERWISE ESTAB- 
LISHED TO AID IN THE SYSTEMATIC DELIVERY OF VOCATIONAL 

EDUCATION. Vocational education, its system, and its 

ORGANIZATION MUST INTERACT WITH THAT WHICH AFFECTS IT 

FROM THE "outside." Tkcit i6 , tht unitzd Stazt^ in a 
po6t-indu6tKiat po^tuKZ and all institution^ including 
vocational education mu6t KC^lcct the neu; stKuctu^c in the 
conduct 0|$ thciK activities . At present, the Vocational 
Education Unit in the California State Department of Educa- 
tion IS coming to grips with several of the concepts 

MENTIONED EARLIER, INCLUDING ACCOUNTABILITY, EVALUATION, 
MANAGEMENT BY OBJECTIVES, MATRIX MANAGEMENT, AND SYSTEMS 

ANALYSIS. The present study is testimonial to the concern 
registered by the unit. 

The challenge that remains is the need for closer 
examination of the several external mechanisms which have 
been established either through legislation or policy and 

WHICH EFFECT THE SYSTEM AND THE ORGANIZATION. IF THE 
ASSUMPTION IS CORRECT, THAT THERE ARE MECHANISMS OR DEVICES 
WHICH EVOLVED TO INCREASE THE OPENNESS AND CORRESPONDING 
RESPONSIVENESS OF THE SYSTEM, THEN A BETTER UNDERSTANDING 
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AND APPROPRIATE UTILIZATION OF MECHANISMS WILL HELP VOCA- 
TIONAL EDUCATION ATTAIN THE GOALS TO WHICH IT ASPIRES. 

RESPONSIVENESS AND VOCATIONAL EDUCATION 

Veteran vocational education personnel have witnessed 
past crises which affected or threatened to affect the 

FIELD AND THE SYSTEM. CRISES COME AND GO. THE TASK UNDER- 
taken in this study and the recommendations advanced are 
therefore not in response to particular problems, crises, 
or concerns facing vocational education at any level, 
because these are viewed only as symptoms of the real 
stimulus for this studyc rather, the recommendations are 
in response to (1) a need for more openness in the system 
in order to develop a capacity to intepact with the envi- 
ronment bearing on the system of vocational education, 
and (2) an admission that the environment exists and has 
changed from what it once was. 

Rigid approaches to dealing with any crisis — including 
those of watchful waiting, retrenching, reacting to each 
crisis in a piecemeal fashion, and not reacting until it 
is too late — are symptomatic of a closed system, one that 
is not tuned to the temper of the environment. a contin- 
uously open system is needed. such a system has a built-in 
capacity to interact continually with and respond effec- 
tively and appropriately to the environment. thus, an 
open system would be able to accommodate the short-run 

TRENDS AND CRISES WHILE PROVIDING FOR THE STABILITY 



20 



NECESSARY FOR OPERATING ACCORDING TO GOALS WHICH ARE IN 
KEEPING WITH LONG--RUN , SECULAR TRENDS IN SOCIETY. 

A VERY SIMPLE AND LITERAL ANALOGY MAY BE HELPFUL AT 

THIS POINT. One of the most enduring systems which has 

EVER EXISTED, AND CONTINUES TO EXIST, IS THAT OF A LIVING 
ORGANISM KNOWN TO US ALL AS THE AMOEBA. ThE REASONS FOR 
ITS INCREDIBLE CAPACITY TO SURVIVE, PERHAPS ITS MAJOR 
PURPOSE FOR EXISTENCE, ARE FOUND IN ITS SIMPLE, YET FUNC- 
TIONAL, COMPOSITION. In fact, its composition ii. ITS 

CAPACITY. Its structure exists only in relation to its 

ENVIRONMENT. WHILE THE SHAPE OF THE AMOEBA IS ALWAYS 
BASICALLY AMOEBIC, IT IS NEVER EXACTLY THE SAME AS BEFORE. 
As A PORTION OF THE BODY WALL RECEDES OR CONTRACTS 
BECAUSE OF ENVIRONMENTAL STIMULI, A CORRESPONDING PROJEC- 
TION OR NEW THRUST OCCURS ELSEWHERE IN ITS ANATOMY. As 
THE ENVIRONMENT ACTS ON IT, IT STRUCTURALLY REACTS ACCORD- 
INGLY AND, WHAT IS MORE IMPORTANT, APPROPRI ATEL r IN TERMS 
OF THE DEGREE OF STIMULATION. IT IS CAPABLE OF ENCOM- 
PASSING, EVEN ABSORBING, THAT WHICH IS AFFECTING IT. IN 

other words, it reacts effectively with its environment. 

The point is that crises bearing on the subsystem of 
vocational education, which itself is a living system, are 
often viewed as threatening its boundaries and inner 
structure. such concerns are correct to the degree that 
the composition of that system is rigid. where change, 
new thrusts, and capacity to interact are a part of the 
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system* however. flexibility and effectiveness, and hence 
survival, can be assured. appropriate reallocation of a 
part of such a flexible composition to another area, or 
level, would not basically change the system nor its major 
purpose for existence — that of serving people. all parts 
of the system would always be in support of one another, 
wherever the new thrust came into being or an old one 
subsided. 

Rather than being pried open by mechanisms established, 
either legislatively or by policy within and without the 
field, the system must continue to become more open of its 
OWN ACCORD. Vo cationat tduaatoK^ MUST toe^tcome tkt ckancQ. 
to IntzKi^oita ijoith the, anvin^onrnZYit and ^Itii 6tvtxcii opzfi" 
ativt institution^ oK m£,akani6m6. The. 6y6ttm 6hould a^^tat 
tha anvih^onrntnt a6 much it i6 aiJiJec-t^.d by it. 

PERSONNEL ROLE CHANGES IM VOCATIONAL EDUCATION 

It may NOT BE OBVIOUS THAT NEW ROLES FOR VOCATIONAL 

EDUCATION PERSONNEL WITHIN THE SYSTEM WILL BE NECESSARY TO 

ASSURE APPROPRIATE FLEXIBILITY AND OPENNESS. THE MODES OF 

OPERATION OF THESE PERSONNEL AND ORIENTATION OF THE 

RESOURCES AVAILABLE TO THEM MUST BE BASED ON MANAGEMENT 

AND LEADERSHIP COMPETENCY RATHER THAN ON MERE ABILITY TO 

6 

HANDLE TRADITIONAL SUPERVISORIAL FUNCTIONS. 

HISTORICALLY, THF ROLE OF STATE VOCATIONAL PERSONNEL, 
PARTICULARLY THOSE EMPLOYED IN A SUPERVISORIAL CAPACITY, 
HAS BEEN TO PROMOTE PROGRAMS, SUPERVISE INSTRUCTION, 
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PROVIDE TEACHER TRAINING, PREPARE INSTRUCTIONAL MATERIALS, 
LOCATE QUALIFIED INSTRUCTORS, DETERMINE AMOUNT OF REIMBURSE- 
MENT, AND INSPECT LOCAL PROGRAMS, HOWEVER, THE WORD 
"supervision" has also been DEFINED AS ENFORCEMENT OF THE 

legislative provisions, assistance in the development of 
a better teaching-learning situation, and instructional 
leadership. 

The present-day State supervisor derives his authority 
and responsibility from federal and state legislation, 
rules and regulations. 

Redirection of vocational education was required under 
the objectives or provisions of the 1963 vocational educa- 
TION Act INCLUDING: REDIRECTING THE TRAINING FOR A FEW 
SELECTED OCCUPATIONAL CATFGORIES TO THAT FOR ANY OCCUPATION; 
BECOMING RESPONSIVE TO THE NEEDS OF PERSONS WITH SPECIAL 
DIFFICULTIES WHICH PREVENT THEM FROM SUCCEEDING IN A 
REGULAR VOCATIONAL PROGRAM? REDIRECTING AND REORGANIZING 
MANY ESSENTIAL SERVICES, INCLUDING RESEARCH AND TEACHER 
EDUCATION; AND REDEFINING THE PURPOSE OF THE FEDERAL 
GRANTS TO THE STATES FOR THE DEVELOPMENT OF AN ADEQUATE 
VOCATIONAL EDUCATION SYSTEM SO THAT PERSONS OF ALL AGES 
IN ALL COMMUNITIES OF THE STATE . . . WILL HAVE READY 
ACCESS TO VOCATIONAL TRAINING OR RETRAINING WHICH IS OF 
HIGH QUALITY, WHICH IS REALISTIC IK THE LIGHT OF ACTUAL 
OR ANTICIPATED OPPORTUNITIES FOR GAINFUL EMPLOYMENT, AND 
WHICH IS SUITED TO THEIR NEEDS, INTEREST, AND ABILITY TO 
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BENEFIT FROM SUCH TRAINING. TO HAVE BEST ACHIEVED THESE 
OBJECTIVES- IT APPEAR.^ THAT THERE SHOULD HAVE BEEN A CORRE- 
sponding redefinition of the supervisory function , 

While the 1968 Amendments maintained the earlier objec- 
tives, THEY INTRODUCED A NEW THRUST. THE FUNCTION OF 
EVALUATION WAS EMPHASIZED AND FREQUENTLY USED IN CONJUNC- 
TION WITH THE TERMS "QUALITY" AND "EFFECTIVENESS" OF 
VOCATIONAL EDUCATION. WHILE THIS EMPHASIS ON EVALUATION 
WAS ALSO MAINTAINED IN THE 1970 RULES AND REGULATIONS FOR 

THE 1968 Amendments, other functional terms such as plan . 

DEVELOP . administer , AND SUPERVISE WERE EMPHASIZED.^ 

Whether directly stated or implied, the implementation 
of the 1963 objectives (expand the scope of training, 
serve students with special needs, redirect research and 
teacher education, develop training of high quality, 
develop a relationship between general and basic education 
and vocational education, review periodically) and the 
fulfillment of activities noted in the 1970 rules and 
Regulations (to plan, develop, administer, supervise, and 
evaluate to assure quality programs) is f^ff lt41 t 1 mp tq 

LEADERSHIP . "TO SUPERVISE" WAS DE-EMPHASIZED, 

There is, among the different observers of the educa- 
tional SCENE, A GROWING UNANIMITY REGARDING BOTH THE NEED 
FOR LEADERSHIP IN GENERAL AND THE DEFINITION OF SPECIFIC 
FUNCTIONS AS ORGANIZING, COORDINATING, PLANNING AND 
DEVELOPING COULD, IF WELL EXECUTED, ALLEVIATE (1) RIGID 
CENTRALIZED CONTROL, (2) A SYSTEM CLOSED TO ENVIRONMENTAL 
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influences (e.g.. participation by parents and others from 
the community), (3) i nsens i t i vi ty to the dynamics of human 
interaction. (4) lack of responsiveness to the mandates of 
legislation and rules and regulations. and (5) nonaccount- 
ability in providing quality services to all students which 
are suited to their needs. interests and abilities. 

Particular terms such as organizing, coordinating, and 
planning are generally used to define or characterize 
management functions performed by persons engaged in the 
administration of business. educators have much to gain by 
borrowing those management techniques that are interlinked 
with these terms. 

Educational changes and innovations which include 
career education. cannot and will not take root and develop 
unless there is organizational restructuring and commen- 
surate role changes at national. local. and — in particular — 

STATE EDUCATIONAL LEVELS- ThE EDUCATIONAL SYSTEM NEEDS TO 

develop a management and a leadership posture. as opposed 
to an administrative and reactive one. a way of achieving 
the former posture (management and leadership) is to first 
redefine the functions of state educational personnel so 
they can effectively interface with present and emerging 
mechanisms. and second to actively support the new roles. 
The preparation of measurable or observable objectives 
for managing or assigning priorities to activities is only 
one outcome of a management-leadership posture. 
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This posture will also provide a new frame of reference 

FOR restructuring THE ORGANIZATION SO THAT PERSONNEL CAN 
BE MORE RESPONSIVE TO THE CHALLENGES POSED BY PAST LEGIS- 
LATION AS WELL AS LEGISLATION YET TO COME. 

SUMMARY 

Throughout this document, the authors have advanced 
a doctrine to persuade vocational educators to move out of 
their cloisters — to establish and maintain contact with 
all sorts of organizations and mechanisms. 

Basically, the position taken is that society in the 
United States has moved to a new level of sophistication. 

AND. WHEREAS. VOCATIONAL EDUCATION HAD PROVIDED LEADERSHIP 
IN OPENING THE EDUCATIONAL SYSTEM THROUGH THE INVOLVEMENT 
OF ADVISORY COMMITTEES, THE TIME HAS NOW COME TO EXPAND 
THTS FORM OF COMMUNITY CONTACT. IT IS NO LONGER A QUESTION 
OF SHOULD SUCH CONTACT BE MADE; IT IS A MUST. THE TRADI- 
TIONAL FORM OF EDUCATION AND ITS ADMINISTRATIVE STRUCTURE 
ARE AN ANATHEMA TO THE CURRENT PRESSURES ON AND DEMANDS 
OF SOCIETY. ACCORDINGLY, THE ROLE (AND IF YOU WILL. THE 

job description) of vocational educators must be modified. 
That is. they must be able to provide management leadership 
expertise so that challenges to education can be more 
adequately addressed. 
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APPENDIX A 



ANNOTATED COMPILATION OF MECHANISMS REVIEWED 



At the time this project was being conducted, the 
mechanisms reviewed appeared to be operating or designed 
to operate as described in brief below. the compilation 
is not intended to be all-inclusive in that many existing 
mechanisms did not surface 'as being keys to the working of 
the system of vocational education. subsequently, some of 
the mechanisms have been dissolved! however, surely new 
mechanisms congruent with the societal trend will be estab- 
LISHED. In the following narration is a title, locus of 

OPERATION, AND VERY BRIEF DESCRIPTION OF MOST OF THE MECHA- 
NISMS OR TYPE OF MECHANISMS Ey'>MINED DURING THIS STUDY. 



Existing and Operating 



Federal Regional Council (FRO, Federal Region Office. 

Coordinates entire range of manpower programs in the 
Federal region. Involved in both planning and 
direction of programs. 

Regional Manpower Coordinating Committee (RMCC), Federal 
Region Office. 

Ensures a balance in funding among programs and 
efficient use of resources. (local agencies are 
not to fund without regard to rmcc recommendations). 
Reviews and approves governors' and mayor's plans. 
Reviews membership of State Manpower Planning 
Councils (SMPC), Manpower Area Planning Councils 
(MAPC), AND Ancillary Manpower Planning Boards (AMPB). 
Keeps FRC, above, informed. 

State Manpower Planning Council (SMPC), presently in HRD. 

Created to assist the Governor in developing the 
State manpower plan and to work directly with 
ampb's and indirectly with mapc's. 
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Manpower Area Planning Councils (MAPC), locally throughout 
State. 

Advise and assist DEbiGNATED local elected official 

IN PRINCIPAL CITIES IN THE DEVELOPMENT OF A COMPRE- 
HENSIVE MANPOWER PLAN. COORDINATE PLANNING EFFORTS 
WITH OTHER AGENCIES AND REVIEW LOCAL MANPOWER OPER- 
ATIONS. Via manpower revenue sharing, would expand 
activities to those of policy and deci s i on-^m ak i ng 
and execution. 

Ancillary Manpower Planning Boards, throughout state. 

Functions in a manner similar to MAPC's but for areas 
not served by those councils (primarily rural areas), 

State Operations Committee (SOC), MDTA in State Department 
OF Education. 

Oversees all MDTA institutional training, prepares 
MDTA Occupational Training Plan (OTP) which is based 
ON recommendations of MAPC's and AMPB's. [OTP sent 
TO STATE CAMPS (Comprehensive Area Manpower Planning 
System) which in turn sends it to the regional 
offices of hew and DOL]. 

State Manpower Advisory Committee, state MDTA organization. 

Advise the Governor and local manpower advisory 
committees about training programs, to review and 
evaluate State's overall manpower program plans, and 
TO act as liaison to National Advisory Committee. 

Local Manpower Advisory Committees, local. 

Help in assessing present and future economic needs in 
order to recommend training programs, and provide 
assistance as needed. 

National Advisory Council for Vocational Education. 
Washington. D.C. 

Advises Commissioner of Education on regulations for 
operation of vocational education programs; reviews 
administration and operation of programs in voca- 
tional EDUCATION. 



32 

ERiC 



State Advisory Council for Vocational Education and Tech- 
nical Training, state. 

Advises State Board of Education on the several aspects 
of vocational education; evaluates programs and other 
services for the delivery of vocational education. 

SiATt Advisory (Planning) Committees, several vocational 

AREAS. 

Develop area master plans which provide for maximum 
coordination between several education agencies. 
Several plans become inputs to State master plan. 

District Advisory Committees, local. 

Develop recommendations for an instructional program 
and provide liaison between district and potential 
employers . 

Industry-Education Committee, regional (within state). 

Foster cooperation between business and education to 
help solve serious problems involving both groups. 

Council of California Vocational Associations. 

Promotes interests of vocational education personnel. 

Educational Management and Evaluation Commission, state. 

Advises State Board in the evaluation of program 
achievement and determination of cost-effectiveness 
of programs. 

Boards of Education, local. 

These are the governing bodies for local school 
districts. 



Proposed 



Coalition of American Public Employees, national and 
state coalition. 

Lobby for education by influencing policy tn judicial 
and legislative fieldsj represents public employees 
at all levels. 
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Community Manpower Centers ^CMC) ano Council, local. 

This is proposeo by the new state Department of Man- 
power FOR California by primarily combining HRD ano 

DR TO PROVIOE a variety OF SERVICES TO JOB SEEKERS 
mNO EMPLOYERS. CMC'S MAY ESTABLISH A COUNCIL TO 

advise it of community neeos in manpower services 
ano programs. 

California Commission for Postseconoary Eoucation, state, 

aovises on and plans for all postseconoary education 
activi ties. 
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APPENDIX B 
GLOSSARY OF TERMS 



The intenoeo meanings of several of the terms used in this 
report are as follows* 

Mechanism 

a working agency — such as an aovisory council, 

committee, BOARO or OTHER ARRANGEMENT CREATED BY LEGIS- 
LATION OR POLICY — WHOSE GOAL IS TO MORE EFFECTIVELY ANO 
EFFICIENTLY DELIVER OR ASSIST IN THE OELIVERY OF VOCATIONAL 
EDUCATION FUNDS/SERVICES TO APPROPRIATE POPULATIONS. 
INTERFACE 

to present information to ano/or act on information 
from members of a mechanism for the purposes of helping to 
establish policy ano proceoure in order to subsequently 
achieve goals. 

An entity which consists of interoepenoent parts 
integrated in such a way as to effectively ano efficiently 
achieve goals. 
Organization 

An arrangement of resources or activities (persons, 
units » functions) tc help conouct business. as such, 
either it is one of several inputs to a system or a 
structural reflection of a system in operation. 



Openness qf Systpm/Organi zatign 

The ability and willingness of a system or organization 
to interact (i.e., to ?<eceive suggestions for redirection 
of resources to satisfy its clients) with the environment. 




36 



40 



